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" Lt. Genaral Joseph F. Carroll, USAP
Pirector : ) . '
Defense Intelligence Agency
Vaghington, D.C. ~

Dear Joe:

- Upon receipt of your letter of 3 Decemder I sat dows with .
Art lundahl to review in detail the evolution of WPIC from
Descember 1962 to date, reflecting, of course, on our exchange
‘of views in the spring of 1963 and motimg with partiicular

- interest your recsnt exchange of correspondence with NPIC and
the account of ths mesting betwssn you and Iandahl.

In April 19623 you advised ms of your comcurrence in the

'Klnciplu set forth in the DCI's meme to the Secretary of -

fense of & Deceuder 1063 which, mtl:i other things, established
a line organization into which botk CIA and DIA would place Pls
to perform the nationsl exploitation. It was recognized at that
time that these Pls would be under the functional control of
the Director, NPIC, but remain aduinistratively responsidble to
their parsnt organizations, and in your wemo you took cognizance
of the fact that different administrative arrangements would
have to be made, With your help and the corrallisg of the
various military service forces iato a single contingent we
were adle to progress from the so-called "ad hoe” manner of
pseforming PI readout te the estabdblishment of a sore persansnt .
1ine orginization and have operated in this munser, with relatively
mwl , aver pince. The results, I think, spemX fer

m. ",

I am prepared, of course, to invoke any possible sdminis-
trative arrangesent for the assigmment to KPIC of Pls, and other
personnsl fer that matter, which will promise to guarantes or
materiaily enhance the productive capabilities of that orgsmization
for I firmly share your view of the current and, indeed, contimuing
national dependence upon NPIC as an sgency of common concern.

Any change in current practices then is s matter of management
Judguent as to just what course vill msiatain at maxisun level
. the capabilitiem of NPIC. : ' '

-
.
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Bsfore turning to some of the specific factors involved

in this decision I want to touch briefly on a poimt which you
mentioned in your letter and which has arisen on other occasions

\ and this concerns Art Lundahl's dual role as Director, MPIC,

) and head of the CIA departmental photographie intelligence

| etfort. The CIA departmental effort is & drop in the bucket
compared to the holdings of the military services and DIA and
iz, for reasons of economy and efficiency, housed wholly within
Building 213, It is the element from which we have drawn the
PIs to work in the mational arens and has, over and above this,
supported in many ways the national effort in times of crisis
and severe strain. It serves also as the CIA administrative
recruitment base to go cut into the market and attract young
profeasionals to this typs of work. 4As you well kmow the
Agency has 0o built-in supply of Pis and sust literally recruit
people out of the universities and companies and train them
for this type of work. Now it made sense tOo me two years ago
and it continues to today to have lLundahl serve as head of
both the national center and the CIA eftort since by so0 doing
he 1s:

1. NRot put in the avkward position of competing
with another element of CIA to attract and recruit Pls.

2. 1In control ef the administrative base from which
PIs are assigned to the national center.

8. MNore closely abdle to monitor the efforts of
both and insure, at least bhetween these two slements,
as little duplication as possidle.

His orders are today, as they have alwaya been, to provide first
and foremost for the mational effort and I fecl he bhas carried
out those instructions. In my judgment, and in his, his dual
role has bLeen in the past and will centinue to be in the future
a positive asset to the mational exploitation program.

- 1 have gone into the rotation policy practiced by CIA in
depth and the following points stand out clearest to me:

1. Botation as practiced by CIA basically involves

the cyeling of Pls from the north end of the third floor

| of Building 213 to the south end ro more frequently than
every two years. These men never really leave their
professional pursuits or, in many cases, their specialized

| fields, and therefore I simply cansot view with any real

| concern the negative effects this policy might have an
the general competence or gantinuity of the Agency con-
tribution to the photo amalysis effort of the Center.
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2. A nix of experieace dDetwesn jobs oa the natisamal
ion line and a departsental elemsnt, such as the
CIA detachment whieh is wrking primarily on strategic
level problems, not oaly prevides variety and stimmlation
for the Pl but diversifies his experience and, over the
loag run, makes him & better and wore ssute viewer of
the yroducts ever which he must labor.

3. The high degres of expertise awd knowledge of
this group, teo which you rafer in your letter, was developed
over the peried of tiws during which they participated,
a0t oaly in the rotatien policy, but indeed for part of
the periocd performed matiomml werk om an ad hoe basis.
The variety of experience sed Dy them has preven to
be an asset rather than a 1iability.

4. So-ealled off the Job training is a fregqueat
and recurring must in this business and eannot dbe done
at the expense of ths nmatiomal effert. PlIs should be
trained while gerving in their pareat organization so as
not to detract from the productive capacity of the
natienal activity.

5. ¥e must prepare »et simply for today but for
the leng run and by developing and egquipping, as rapidly
as possible, this CIA detaciment to meet deth mational
and Gepartmental objectives, we will have crested s hard
core and long term asset, the memders ¢f whieh cam loek
ferward te varying and stimulating experiences throughout
their careers.

The above factors, osupled with the ience of landshl,
his seaior sanagers and indeed his senior Pls, woat of whon
have workad between 10 and 20 yesars in the business in a wide
variety of military and eivilian crganizations, lead me te
delieve NPIC is embarked on a prudent gourss. I would differ
with the view expressed in paragreph 3 of your letter as to
the fact that the irreplaceable degree of expertigse and kpovledge
daveloped by the presest PI staff has been the primary reason
why NPIC has besn 80 offective. Instead I weuld say that while
this bas been & wost impertant reasocn, other egually important
factors have bheen the concepts of erganising and epsrating
s mase, rapid response, tesm-oriented producticn effert developed
by the management of NPIC and the literal revolution they have
breught about in the methedolegy of performing PI werk, the
integration of collateral data, on-line computer-driven
senguration techniques, and the host of other imncvations

3
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which they have brought to the businress., 1 think this manage-
nent has proved itself not just abreast, but abead of the times
and thelr resasoning on the particular issue in poiat here
convincas me to go slong with them. I appreciate and most
certainly share your comcera over any development at EPIC which
would appesr on the purface to mitigate againet maximum and

- coptisuing high-quality production, but I see no danger of

this in 8 continuatiom of the curreat rotatios policy.

You have n assurance that maintepance of the intmitj
and high standards of XPIC will be protected, contipued, and

isproved. | |
| Faithfully yours,
 Marshall 8. Carter
. Lisutepnant General, UBA
| | - Deputy Dirvector
NPIC/AA, | (8 Dec 64) 50X1
Retyped: O/DD1/rh(8 Dec 64) S . -
Digtyibution: - :
Okl -~ Addse

1 - DDCIX

1 - ER

1 - RPIC

1 - o/DDI
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